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IC 75-2555
21 October 1975

MEMORANDUM FOR: Assaciate Deputy to the DCI for the
Intelligence Community

SUBJECT: 4 Proposal Concerning the Crizis
Management Problem

l. There is, as you well know, a real and growing agorehansis

. that the DCI's role in crisis mnapagement is--or soon will be--declitin, .
principally as a conseguence of diverse activities under way in the [« 3art
ment of Defense. The uestion of the moment seems to be .rec:selr . ..
the DCI might best stake out an appropriate claim in this area (vr. if 7ot
prefer, protect a claim that was staked out long ago). The OCI nim L
in response to your :aenmo of 17 September, asserted that 'the roal b,
is to focus crisis :canagemant on NSC and WSAG and hang the imtell i .z
onto those /groups/." He suggested that, in view of such proble.ng : ;
"ope secrecy’’ and the ‘verticallaation' of intelligence, a \SAG .or: sy
Group consisting of representatives from both the intel igence and ¢y« 14 -

tional communities be created to 'staff’ WSAG and provide it wiiz iei . ra ed

information®

Z. Others have izade similar proposals. In November 197i. P& O
officers and others involved in the NSDM 242 exercise reconmeidad i
& single Interagency Sup,ort Group be established to advise and AUIPI

WSAG in the field of nuclear piasning. In June of this year, the Chair ran

of ClA's Intradirectorate Committee on Internal Organization for Cri: -
Management stated in his memo to the Management Conumnittee t.at t.. ;e

was merit in a proposal that a WSAG Support Group be formed te cocr-hinaie

substantive support of poiicy makers during crises. The Chief of the
CIA Operations Center, in both his memo to the DCl of 5 August -in
which he called attentiaa to trends in DOD which fail to recogalze DC!
crisis equities--and his memo to you of 23 September, suggests that

* The DCI {s concerned that, as & consequence of ''ops secrecy,
important information cancerning US moves during a crisis does not
reach senior intelligencs officials and analysts in time to inform on-
going reporting and analysis. He is also concerned that, as the ceamaiis
of 2 crisis increase, independent elernents of the Intellizence Coiuaniits
and of the Government eciphasize 'vertical reporting’'--i.e  rejporti:
upwards through separaie chains of command- -rather thaa the latera
passage of Information. 3oth of these concerns were describad &nd

di ed at the DCI's sehest oot e
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perhaps the now moribund NSDM 242 exercise should be recpepscd s-
that the idea of creating soine sort of crisis operations/intellig:nce
structure could be pushed anew. And your own memo to the DET of
17 September refers to NSDM 242 and notes that the Governmen:'s
crisis management 'nachinery is a "'fit topic for NSC consideration. -

3. Thus. in addition to our common anxiety abour general trecr. s
in crisis management, we now may be moving toward en agreen 2nt
in re four apecific propositions: (a) that an intragovernmental tisk
force should be established to obtain and funnel informatioa and inte-: -
gence to senior pelicy nakers duriag crises; (b) that such a task for-
should somehow be attached to WSAG or the NSC (deperding on v aicl
organ ization is treating the crisls at hand); (c) that the tasi: farc: sho. [}
be chaired by a representative of the DCI; and (d) that, in arder i>
provide the DCl and this task force with an appropriate charier the
NSC itself should in sone way sanction the entire arrangemient.

4. One way to yreceed would be to propoge a2 new NSI:.i which
would concern itself with the information and iatelligence assects of
crisis management in general rather than, as is the case with N&DM
242, in specific (nuclear) terms. And perhaps it would be possitle
for the DCI to propose just such a8 NSDM via a memorandun: to th:
President. with a2 suggested draft of the NSDM itself attached. It
addition to providing a broad rationale for such a proposal. & e o~
randum of this character could cite past experiences (e. 3. ibe daya: v
incident) tc support a call for improvements in existing inackiner  an.:
consider (at least in passing) the {mplications of DIA's pians for &
Centralized Collection Facility.

5. This might be a bad time to try to move forward with suc¢- a
proposal. And it may be that the ides of a NSDM sponsored by the 0C
would appear radical to some (e.g., im the Pentagan) or irrelevasn. to
others (e. g.. in the Department of State). But if we decide toc areus
thig issue at all. I think we (the IC Staff) should come up itk a fairiy
tangible proposal. And there is at least & chance that we could ln chie
way try to achieve all our principal objectives: stimulate the iCi*:
concern, capture the interest of the NSC. reinforce the crisis role of
the DCl, and ultimately ensure policy control over depart nental cyisis
management systems.

Chief, Product Review Division
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